An HRD model for sustainability: the case of First MicroFinance Bank in Pakistan by Khan, Muhammad
PAGE  



23



Running head: HRD Model for Sustainability







HRD Model for Sustainability: The Case of First MicroFinance Bank in Pakistan
Muhammad Burdbar Khan
University of Edinburgh, UK
Development Pool, Pakistan

Nadir N. Budhwani
Grant MacEwan University, Canada


Abstract
The phenomenon of globalization has contributed significantly to the need for understanding various development related issues from a broader perspective. Human Resource Development (HRD) efforts in developing countries can contribute to this understanding and needs to be examined from cultural, regional, ethnic, and religious perspectives. This paper examines HRD efforts of the First Microfinance Bank, an agency of the Aga Khan Development Network (AKDN), in Pakistan. Special emphasis is placed on how HRD efforts helped in promoting corporate social responsibility (CSR) and sustainability.
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An HRD Model for Sustainability: The Case of First MicroFinance Bank in Pakistan
The advent of twenty first century has ushered in an era of digitalisation, globalisation, and with it the concept of increasing competition (Budhwar & Debrah, 2005). The study and practice of human resource management (HRM) has evolved into international HRM while emphasizing on the socio-cultural factors of the particular context in which organizations work (Bratton & Gold, 2007; Guirdham, 2005; Hailey, 1999; Hofstede, 1994; Newell & Scarborough, 2002; Scullion & Linehan, 2005; Sorge, 2006). In addition, in the present environment, the ability of organizations to learn more quickly than others is increasingly recognised as perhaps the only source of competitive advantage (Heraty, 2004; Smith et al., 1996; Easterby-Smith & Araujo, 1999; Wilson, 1999). The forces of globalisation are also changing the way work is organised and practised having wider human resource development (HRD), learning, training and development (T&D) implications (Martin, 2006; Noon & Blyton, 2002; Dessler, 2005; Marchington & Wilkinson, 2005; Scullion & Linehan, 2005).
Like HRM, HRD has also gained more importance with the growing emphasis on globalization. During the last one decade, the need for understanding HRD from an international perspective has increased significantly. In this regard, McLean and McLean (2001) proposed a pluralistic definition of HRD which also included HRD in community settings. Budhwani and McLean (2005) expanded on HRD in community development. Budhwani (2006) also studied the role of HRD in community development. This paper is an extension of the work of Budhwani and McLean (2005). The paper presents a study of HRD at the First MicroFinance Bank (FMFB) in Pakistan with implications for an HRD Model for sustainability and corporate social responsibility (CSR). 

Purpose
This paper has several purposes. First, it aims to highlight the HRD efforts in the private (banking) sector of Pakistan. The paper focuses on HRD efforts that took place in FMFB, Pakistan.  Second, the paper addresses consequences of the HRD process at FMFB.
Third, the paper discusses how factors such as strategic integration, context, learning organization, and CSR can trigger the HRD in a private sector organization. Fourth, the paper proposes an HRD model (under development) for sustainability. Another purpose of this paper is to explore how HRD has played a strategic role in FMFB during the last decade. 
Significance
The inquiry is significant because it expands the concept of HRD in a developing field (microfinance) and a developing country (Pakistan) by presenting the role of HRD using specific perspectives and, then, proposing a model of HRD for sustainability which can be replicated in other settings. It is hoped that this inquiry will encourage HRD scholars and practitioners to continue to extend their perspectives of HRD. 
In addition, this inquiry is a contribution to the scarce literature of HRD on international, religious, and community development. Besides, this paper aims to contribute to the limited HRD research in Pakistan. Through this paper, the authors plan to share HRD experiences of FMFB with the international and local HRD communities.
Problem Statement
This paper focuses on the role of HRD in international development, in general and in FMFB in a developing country, in particular. The general research questions addressed in this paper are: 
	How is HRD practised in a developing country, especially in its banking sector? 
	How can HRD contribute to CSR? 
	How can the FMFB HRD model be replicated in other settings? 
FMFB works under the aegis of Aga Khan Agency for Microfinance, one of the agencies of the Aga Khan Development Network (AKDN) which itself is based in Geneva, Switzerland. The AKDN is an international, non-denominational network of various agencies working in diverse fields. The common variable in the development in each of these areas is long-term investment in HRD. The network has an infrastructure of projects that benefit everyone without regard to race, class, creed, gender, or ethnicity in areas of health, education, housing, rural support, and cultural development (AKDN, 2010).
Building on the work of Budhwani and McLean (2005) in which the authors studied HRD of the Ismaili community, the authors of this paper attempt to explore HRD as it is practiced in the FMFB in Pakistan. The particular research question that has been addressed in this paper is: How can the HRD model of FMFB can be effective for promoting sustainability? In this paper, the authors build on the following definition of HRD proposed by McLean and McLean (2001):
Human resource development is any process or activity that, either initially or over the long term, has the potential to develop adults’ work-based knowledge, expertise, productivity, and satisfaction, whether for personal or group/team gain, or for the benefit of an organization, community, nation or, ultimately, the whole of humanity. (p. 322)
Methods and Limitations
The methods for this inquiry include reviewing literature, obtaining information from FMFB documents, conducting interviews and the recording personal observations as a ‘participant observer’. The literature review comprised FMFB evaluation reports, AKDN annual reports, Microfinance industry analysis and relevant scholarly articles. The main author served as the head of the HR department at FMFB for a period of 2 years. His position was at the senior executive level also enabled him to participate in the formulation and implementation of sustainable HRD policies in tandem with the Board of Directors. He also had access to all the relevant HRD information. In addition, he interviewed major stakeholders for the HRD issues at hand. 
The authors will endeavour to provide and cite evidence from FMFB practices that contribute to the HRD model for sustainability. The different sources included AKDN annual reports; Aga Khan Agency for Microfinance (AKAM) annual reports and documents; FMFB HR Manual; main author’s field notes and documents; participant observations; unstructured interviews with Information Technology, Operations, Finance, Product development and Training heads of departments; relevant books; and archived material.
Although the research purports to provide an HRD model for sustainability and is a single case study research, one of the limitations of this inquiry is its focus on materials available related to FMFB and the Aga Khan Agency for Microfinance (AKAM). More interviews with professionals directly involved in microfinance banks would strengthen this paper and more research on different industries and organizations will validate HRD model’s applicability. 
Corporate Social Responsibility
“By providing jobs, investing capital, purchasing goods, and doing business every day, corporations have a profound and positive influence on society. The most important thing a corporation can do for society, and for any community, is to contribute to a prosperous economy.” (Porter & Kramer, 2006)
The notion of corporate social responsibility (CSR) is having a major impact on business in various parts of the world and different world bodies including the United Nations have initiatives targeted toward improving the social involvement and performance of the world’s business community. Many companies have already done much to improve the social and environmental consequences of their activities. 
There are different perspectives to which the concept of CSR relates. Proponents of CSR have used four arguments to make their case: moral obligation, sustainability, license to operate, and reputation (ibid). In addition, CSR is expected to play a significant role in accomplishing the effectiveness of business, the betterment of society and the preservation of the environment at the same time. Norman & McDonald (2003) called this explanation as triple bottom lines that comprises the economy (profit), society/the community, and the environment. CSR is a crucial strategy to realize those triple bottom lines simultaneously (Takahashi & Sukserm, 2010).
Sparked by a relatively simple idea – corporations have obligations to society that extend beyond mere profit-making activities – scholars have struggled to achieve a clear paradigm, let alone a common language to guide the conversation (Godfrey & Hatch, 2007). The literature on the development of CSR education suggests that CSR and its antecedents ‘business ethics’ (BE) and ‘business and society’ (B&S) have relatively long-standing status and the most popular issues in CSR research published in management journals have been environmental concerns and ethics (Lockett et al, 2006).
In spite of this academic confusion, CSR continues to gain importance in managerial practice but since CSR activity is not one comprehensive activity but rather a collective name for many different activities, it raises different issues and concerns. Given its practical concerns, CSR needs to be initiated where academicians stop thinking about a theoretical firm’s global CSR (corporate social responsibility) and start modelling actual firm’s tangible CSRs (corporate social responsibilities) – the specific actions, policies, or activities through which managers concretely execute a philosophical commitment to social goals (Godfrey & Hatch,  2007).
One of the major concerns in CSR is the question of financial payoff: When will CSR scholarship establish an unequivocal link between social and financial performance? How do managers and executives balance the strategic logic of social involvement with other, more tangible strategic investment projects? Then we have the ‘selfish’ stakeholders: How do, and more importantly how should, managers respond to stakeholder demands that are either (1) destructively self-serving, or (2) patently evil? How can managers substitute involvement in some CSRs for lack of involvement in others? But the most important question of all which confronts us is what does CSR mean in a non-Western, non-democratic capitalist institutional framework?
It concerns us all the more in a developing country like Pakistan. Hence, a critical research task lies in translating both the business citizenship and shareholder capitalism models into the language and logic of non-western philosophy, economics, and institutions; finding and exploiting both personal linkages with scholars as well as similarities within various intellectual traditions (ibid).
In summary, our findings suggest that CSR knowledge could best be described as in a continuing state of emergence and hence scope for further comprehension (Lockett et al, 2006).
Theoretical Framework: HRD for CSR

Like CSR as discussed above, HRD is still an evolving and an emerging field (Walton, 1999). Various scholars have proposed different definitions of HRD. Two definitions are presented in this paper that give micro and macro level perspectives of HRD.
Swanson (2001) defines HRD as “a process of developing and/or unleashing human expertise through organization development (OD) and personnel training and development (T&D) for the purpose of performance” (p. 304). He further explains that HRD efforts typically take place under the banners of T&D, OD, performance improvement, organizational learning, career development (CD), and management and leadership development. 
The aforementioned definition has universalistic connotation and tends to implicate convergence (Khilji, 2002) in the practice of organizations, but as HRD almost always functions within the context of a host organization it becomes imperative that we need to take stock of the environment within which an organization exists. Cho and McLean (2004) argued that “no longer can academics hold to narrow definitions of HRD; it is clear that around the world . . . the concept of HRD is much broader with much greater impact than has been acknowledged in many academic programs and much of the literature of the field.” (p. 390) (Wang & McLean, 2007). Hence, for the purpose of this paper, the authors build on the aforementioned definition of HRD proposed by McLean and McLean (2001). 
McLean and McLean’s emphasis on organization, community, nation, and humanity brings into HRD fold CSR. However, prevailing approaches to CSR are so fragmented and disconnected from businesses and strategies as to obscure many of the greatest opportunities for companies to benefit society. Strategically, CSR can become a source of tremendous social progress when businesses apple their considerable resources, expertise, and insights to activities that benefit society and promote development. While businesses have awakened to these risks, they are much less clear on what to do (Porter & Kramer, 2006).
Given its commitment to individual and organization development, HRD in organizations appears well positioned to help understand and implement CSR initiatives (Fenwick & Bierema, 2008).  However, it is unfortunate that little work has been done with the design and integration of HRD for CSR (Fenwick & Bierema, 2008). Upon a survey of previous studies, authors did not find any empirical study that analysed the HRD methods for CSR properly. Only few studies have focused on the integration of HRD and CSR for the benefits of an organization’s operations (Takahashi & Sukserm, 2010). For businesses, a challenge for executives is how to develop an approach that can truly deliver on organizations’ lofty ambitions of showing social responsibility through HRD. 
In this respect, the concept of smart partnering has been put forward which focuses on key areas of impact between business and society thereby, developing creative solutions like microfinance that draw on the complementary capabilities of both to address major challenges that affect each partner. It propagates concentrating on CSR efforts, building a deep understanding of the benefits and finding the right partners (Graaf et al, 2009). Each company can identify a particular set of societal problems that it is best equipped to help resolve and from which it can gain the greatest competitive benefit. Addressing social issues by creating shared value will lead to self-sustaining solutions that do not depend on private or government subsidies (Porter & Kramer, 2006). 
HRD for CSR strategy is a challenging, yet an attractive approach (Wilcox, 2006; Fenwick & Bierema, 2008). The advantages of this strategy do not only increase knowledge, skills, and result in a change in attitudes, but also serve to increase awareness with ethics, integrity, and sustainability (Takahashi & Sukserm, 2010). While reviewing HRD issues for CSR management, various authors found that the driving factors of HRD for CSR process consist of policy establishment, leadership, organizational structure and system, workplace, and employee and community participation (Takahashi & Sukserm, 2010). Moreover, HRD has three fundamental component areas: individual development (personal), career development (professional), and OD (organizational). And this prospective process would be a contribution for guidance to develop good people and to ultimately support business operations (profit), the preservation of environment, and social encouragement (Kesaprakorn, n.d.).
The First MicroFinance Bank Ltd. (FMFB)

FMFB was established as a non-listed public limited company under the provisions of the Companies Ordinance (1984) in November 2001 and licensed as a Microfinance institution under the provisions of the Microfinance Institutions ordinance 2001 in January 2002. The principal sponsors and shareholders are the Aga Khan Rural Support Programme (AKRSP) and the Aga Khan Agency for Microfinance (AKAM), Switzerland. International Finance Corporation (a member of the World Bank Group) has also invested and become a partner in the bank. 
Taking its roots from the microfinance section of AKRSP, which was started in eighties for social development in the northern areas of Pakistan, and also learning from the pioneer Grameen Bank (Bangladesh) of Dr. Professor Yunus, FMFB (Pakistan) is working to address the causes of poverty, using different methods to tackle the problem from multiple angles. The bank is providing products and piloting new ones to help clients learn about basic business development, understand client needs, reach out to a greater number of clients living in remote areas, and improve habitat. FMFB (Pakistan) is looking at ways to improve the quality of life of its clients, its potential clients, and their families. FMFB’s broad objectives can be summarized as:
The Bank will reach out to disadvantaged populations throughout the country not currently able to access financial services in rural and urban areas. The Bank aims to serve these people with dignity and respect.  Specific emphasis on vulnerable groups, women in particular, is a governing principle of the institution. To ensure its sustainability, the Bank aims to fully cover its inflation-adjusted costs with its revenues and will lend to individuals and through them to groups. Deposit savings will be mobilised from individuals, groups and institutions. (FMFB HR Manual, 2006)
Microfinance Model for Sustainability: Linking Theory and Research

This section presents the working of HRD in FMFB and how it is contributing to sustainability and CSR through its working and, more often than not, by default. This will be done by focusing on HRD intervention—mainly T&D. 
Resource based view of organization (Dunford et al, 2005) has put the importance of T&D in perspective. This viewpoint has put emphasis on building the organization’s human resources for competitive advantage. This competitive advantage can be found in terms of the human resources which are inimitable, durable, appropriate, not easily substituted, and better than those of competitors (Collis and Montgomery, 2008). T&D can add value and contribute in taking human resources to these levels. Similarly, the different strategic roles of T&D in academic literature are well documented. Mayo (2003) stated that strategic imperative in growing value in organizations is to grow intellectual capital, the source of which resides in people, their capability and potential, and how they are led and organized. Walton (1999) has emphasized on skilled work force as the only source of competitive advantage. Likewise, Wilson (1999) has pointed out that the only source of competitive advantage is the ability of the organization to learn more quickly than others. Marchington and Wilkinson (2008) have highlighted the strategic value of training to be critical with emphasis on meeting current and future corporate objectives by supporting a learning culture. Furthermore, Mabey et al (1998) described T&D to perform four functions- identification of skill gaps, acting as a catalyst of change; providing for competitive advantage and engendering learning climate of the organization. 
In this paper, the contribution of HRD for CSR through T&D is presented using the following perspectives: 
	The case for strategic integration; 
	The importance of context; 
	Evolution through learning organization; and 
	HRD for CSR




The Case for Strategic Integration

The case for strategic integration and fit in HR literature including HRD has received wide coverage (Blanchard & Thacker, 1999; Bratton & Gold, 2007; Gibb 2002:138; Huysman, 1999; McCarthy et al., 2003; McCracken & Wallace, 1999). It is understood that HRD strategies need not only be vertically aligned with business and corporate strategies of organizations, but also be horizontally aligned itself with the strategies of its own HR function. 
Devanna et al (1984, p.37) in their seminal text state, “The critical management task is to align the formal structure and the human resource systems so that they drive the strategic objectives of the organization.” The same applies to integration of HRD including T&D function (Harrison & Kessells, 2004; Horwitz, 1999; Ulrich and Brockbank, 2005) as the organization of training function should reflect company policy and strategic direction (Carey, 2000). Hence, T&D within an organization must also align itself vertically as well as horizontally (Harrison, 2005).
The biggest failure in integration implementation according to Brown and Emmott (2003 in Harrison, 2005, p.245) is a continuing real gap between strategic intent and delivery. Since most of the theories are prescriptive and based in the west and as Michael Armstrong (2006) wrote in his book:
But strategic HRM in real life does not take the form of a formal, well-articulated and linear process that flows logically from the business strategy as Mintzberg (1987) and others have emphasized………..strategic fit is a good idea but one that is difficult to attain. (p. 35) 
Participant observation and interviews confirm that FMFB has two levels of strategies in place: (a) the corporate strategy and (b) the specific strategies derived from the corporate strategy. HR, vertically aligned, derives its present course of increasing employee base from the same strategy. Presently, FMFB’s T&D is totally subsumed within HRM. T&D activities, internal as well as external, are being looked after by one Group Head HR & Training as observation and interview with Head of HR confirm. Training and development in its entirety has been placed under the head of HR as confirmed by FMFB head of HR and author’s observation. Previously, there were different managers looking after HR and training separately, and the split location of decision making regarding T&D had adversely affected the strategic integration of FMFB’s HRM as well. Horizontal and vertical integration of the training department exists. 
However, before starting the journey towards a strategic role, initially, the training department needs to understand the environment of the organization in terms of its mission, vision, strengths, weaknesses, opportunities, and threats.  The importance of mission in providing the overriding guidelines for businesses is well known. It is from the mission statement (Barrington et al, 2004) that organizations come up with their strategic objectives and goals which are translated into strategic HRM, HRD and other functions’ objectives. This also relates to the fact that organization’s concern for CSR and sustainability must also be enshrined in its mission if it were to be translated in HRD terms. In line with the strategic management process, the T&D function, then, needs to align itself with the strategic goals of the company. FMFB has an HR committee of board of directors that oversees the strategic integration and direction of HR matters including HRD in the bank. It is responsible for the formulation and implementation of HR policies and procedures that follow the strategic objectives of the bank. This case for vertical integration and, further, horizontal integration (Harrison, 2005; Mayo, 2004) is also in line with the establishment of a strategic T&D department. Vertical integration relates to the fact that the T&D function should be able to break down the strategic objectives of the company into the competencies and expected behaviours. Dessler (2008) defines strategic HRM including HRD as the formulation and execution of HR policies and practices that produce the employee competencies and behaviours the company needs to achieve its strategic aims. It is this aspect of generating employee competencies and behaviour that put the T&D function in the vanguard for pursuit of strategic (human resource) objectives and, hence, the need for a strategic T&D function. The training department at the bank is working on the competencies required by microfinance employees.
The Importance of Context
The concept of understanding HR practices including HRD within specific contexts has received universal acknowledgement (Budhwar & sparrow, 2002; Cieri et al., 2007; Guile and Griffiths, 2001; Kirkbride, 1994; Schuler et al., 2002; Schuler & Jackson, 2007). Budhwar and Sparrow (2002) state that the suitability of any HRM system depends, inter alia, on variables such as institutions within the host country, the age of company, the size of company, and the overall economic development of the country. Kamoche (2001) has presented a strategic model of HRM in Africa which can also be applied to Pakistan and other developing countries. The model uses internal context including organizational strengths, weaknesses, core competences, capabilities, corporate values and culture; and external context including industry characteristics, socio cultural factors, political and legal factors and labour market conditions for the formulation of strategic approaches. 
There is no universal prescription for T&D (Tannenbaum, 1997; Tzannatos & Johnes, 1997). The effectiveness of an organization’s T&D practices and policies also cannot be divorced from extra organizational influences, both national and international, and should be understood contextually (Mabey et al, 1998). This perspective of practising knowledge supports a sociocultural view of learning and knowledge (Duguid & Brown, 2001; Fan, 2004).
 It has been found that learning in T&D is quite effective in non-profit organizations like FMFB. Working as it is in the rural areas and backwater of urban areas, the factor of context is all the more important in the case of FMFB and especially with its location in Pakistan. In a country of more than 170 million people, FMFB has in its folds people from different sects, geographical locations and languages from all over country. With over 100 branches all across the country, and with great distances in between, the role of information technology and management information system become eminently vital (Argyris, 1999). Also, e-learning and distance learning have become quite important.  During 2008, AKAM piloted a virtual training academy with a multi-lingual curriculum and a cadre of travelling faculty. One of the biggest investments and initiatives in future will be the acceleration of this training programme and course delivery to more than one-third of all staff. The first course in the new training academy is designed to inculcate personnel with an understanding of the ethics, vision and mission of the agency. This will be followed by a specific training programme for loan officers, which comprise nearly half of AKAM’s total employees (AKAM, 2008).
The technology plays an extremely important part in the effective execution of bank’s strategic training including knowledge management systems. But, the decision about appropriate technology to use is compounded by two factors: what method to use and the rapid pace at which technology becomes obsolete (Smith, P. J., Sadler-Smith, E., Robertson, I., & Wakefield, L., 2007). In addition, technology is most often applied when the learner and the tutor are separated spatially and which usually requires open, distance or e-learning approach (Smith et al, 2007). Blended approach to learning, however, remains better which mixes technology with human guidance.
In view of the rapid expansion of the bank, the HR department, as per observation and interviews, trains and develops line managers and supervisors in imparting training to the juniors particularly in the realm of microfinance knowledge. Many of the problems related to T&D strategy and its implementation is avoided by a better relationship between HR practitioners and front-line managers (Harrison, 2005). Hiring of educated people, especially women, from rural areas is difficult and since the bulk of hiring is done at entry level in those areas, the role of T&D becomes even more important. T&D not only has to provide incumbents with the necessary knowledge for performing well on the job but it also needs to fill in the gaps that remain on account of absence of minimum education required for hiring microfinance officers. In this respect, observations and interviews point towards greater emphasis on learning on the job including women post recruitment orientation and training since it follows board’s policy for women representation and empowerment. In addition, it leads to better reception by women borrowers. In order to have more women representation in workforce and for them to go into rural areas and communicate with women customers, women are given trainings especially in such cases where their qualifications are not as required. For women and others, rigorous orientation trainings are given apprising the newly inducted microfinance officers of the policies of the bank, product knowledge as well as knowledge about soft skills including customer service skills.
Evolution through Learning Organization
Another challenge confronting the strategic positioning of a T&D function in organizations is the adoption of the concept and form of a learning organization (LO). This concept had taken significance in view of the shift from training to learning (Marchington & Wilkinson, 2008; Barrington et al, 2004; CIPD, 2004). Considering an organization as an open system, a logical corollary for the bank can be to learn continuously from its environment. There are key trends that point to why organizations must focus on continual learning and job training: rapid changes in technology, the exportation of jobs, downsizing, shortcomings in formal education, global competition and the aging workforce (SHRM, 2008). 
The basic underpinning of this concept of LO is to encourage staff at all levels to take responsibility for their own continual learning and encourage them to learn from diverse sources and share knowledge (Newell & Scarborough, 2002). According to Capron (1999), learning takes place through the flow of skills, knowledge, routines and people from the external environment to internal. 
FMFB is learning continuously from its environment and incorporating the required changes in product and business development, and training. The bank is striving for attaining the status of a knowledge bank by managing knowledge flowing across its boundaries. “Knowledge management refers to the process of enhancing company performance by designing and implementing tools, processes, systems, structures, and cultures to improve the creation, sharing and use of knowledge”( Noe, 2008, p.185). 
The concept of communities of practice and knowledge harvest which engender a systematic, facilitated gathering and circulation of knowledge among groups of employees is also its part. In this respect, FMFB is looking at ways to improve the quality of life of its clients, its potential clients, and their families. The impact of AKAM’s services is greatly strengthened by working in concert with other agencies of the AKDN. These collaborations allow AKAM to not only reach greater numbers of vulnerable populations, but also to develop new and appropriate services and products. AKAM’s close working relationships with various governments, international agencies and professional organisations is another advantage that assists in the development and delivery of microfinance services (AKDN, 2006)
Drawing on other work done on clients’ needs, FMFB and Harvard University started the development of social performance indicators to understand the needs of urban and rural clients. This will help the bank assess the impact in the direction of sustainability of the products that are already in use, and tailor products and services for future. The project’s aim is to assess the impact of the bank’s services on their clients and see what effects they are having on poverty alleviation. The report is due in December 2010.
The case for LO is strengthened by bank’s economic resilience during last three years during 2007-9 when the world economy was depressing but bank had seen increase in most of its vital indicators including Micro loans disbursed in terms of value and number, microfinance portfolio outstanding in terms of value and number, and individual savers in terms of numbers and deposits pointing towards economic and financial resilience and sustainability of the organization which has, in fact, been always on increase since its inception.
 The AKAM is part of the AKDN. For more than 60 years, various agencies of the AKDN offered microfinance services through integrated development programmes and self-standing microfinance institutions. Today, these programmes have been brought together under AKAM’s administration, but AKAM still works closely with the other AKDN agencies as part of coordinated area development and for common learning purposes. There is a common MIS system which helps the organization in its wide operations in Pakistan. In addition, the main component of the institutional strengthening efforts recently has been the expansion of AKAM’s Training Academy, which delivered over 45 training sessions to more than 1,000 staff members last year. 
Peter Senge defines learning organization in terms of ‘organizations continually expanding their capacity to create its future’ (Senge et al, 1994). As earlier as 2002, Aga Khan Foundation had planned on transforming itself into a learning organization including interventions to make it easier for the organization to tolerate ambiguity, flexibility, adaptability, and above all to develop the ability to learn. Process thinking and systems thinking are important components along with expert technical knowledge about the AKF’s program. With the kind of developmental work that this foundation is involved with in this turbulent time of deep socio political change, it will be increasingly important for it to acquire an ability to adapt continuously to an increasingly unpredictable future. 
HRD for CSR
The most important thing a corporation can do for society, and for any community, is contribute to a prosperous economy. Corporations have the know-how and resources to change the state of affairs, not only in the developing world, but also in economically disadvantaged communities in advanced economies. Addressing social issues by creating shared value will lead to self-sustaining solutions that do not depend on private or government subsidies. When a well-run business applies its vast resources, expertise, and management talent to problems that it understands and in which it has a stake, it can have a greater impact on social good than any other institution or philanthropic organization (Porter & Kramer, 2006). While catering to this concept of CSR in terms of its obligation to the society, FMFB is contributing to CSR and NHRD through its various practices.
But most important now is the integration of CSR with the business or such research which can point to that as Michael Porter (2006) stated, “NGOs, governments, and companies must stop thinking in terms of “corporate social responsibility” and start thinking in terms of “corporate social integration.” In the direction of ‘Corporate Social Integration’, FMFB is providing business development services to its potential clients. FMFB-P is working to address the causes of poverty, using different methods to tackle the problem from multiple an​gles. The bank is providing products and piloting new ones to help clients learn about basic business development, under​stand client needs, reach out to a greater number of clients living in remote areas, and improve habitat (AKAM, 2009). A growing body of microfinance literature has emphasised the importance of business development services which should be made available to the micro entrepreneurs to complement micro credit from microfinance institutions (Sebstan & Cohen, 2003). 
Sustainability of its institutions remains AKAM’s main goal. Questions continue to be raised about the long-term impact of microfinance. Microfinance alone is not a panacea to poverty alleviation; access to adequate health and education services are also critical. In this respect AKAM has an advantage over other microfinance operators as it coordinates its activities with other AKDN agencies to lever​age their respective programmatic strengths coupled with government and other agencies.
Women empowerment remains one of the key strategic objectives of FMFB not only in terms of giving more representation to women in the bank’s workforce, but also in terms of giving preference to them while giving out loan and credit facilities. Most important of all, FMFB is educating its employees, clients, and communities through a mix of university education, training, and action learning opportunities. The importance of lifelong education is an integral component and is reflected in the wide range of education programming. The range of products support borrowers in each demographic segment (pre-natal, early childhood to early development, and adolescence to adulthood) in order to provide opportunities for education and for encouraging entities to build long-term relationships with clients. The act of educating in itself is indicative of FMFB’s CSR efforts which in turn are reflective of FMFB’s value of promoting HRD communities/settings where it operates.
One of FMFB-P’s goals is to reach more clients in remote areas. FMFB-P’s collaboration with the Pakistan Post Office (PPO) has given the bank access to rural populations through PPO’s extensive network of 4,000 sub-offices across Pakistan. This partnership, which began in 2008, has enabled the bank to ensure cost-effective delivery of its product to the rural poor. The village group financial services (VGFS) are tailored group loan products offered to rural clients which help to promote home based industry and enable women to earn a supplementary income for their families. They also eliminate the need for collateral, which can be a barrier to low-income clients taking out a loan. More than 70 percent of the Paki​stani population lives in poor rural areas. VGFS offers cli​ents credit-linked insurance in cases of death or permanent disability so that the family is not indebted because of the breadwinner’s lack of income. The bank has a well-developed product research and development team, which has committed significant intellectual resources to the design of a business start-up training programme for new entrepreneurs. AKAM hopes to be able to adapt the programme for use in other countries as there is an enormous demand for new business financing products and a harmonised training curriculum. 
In 2010, Aga Khan Planning and Building Services (AKPBS) and FMFB-P will launch a programme de​signed to help low-income families make their homes safer, healthier and more energy efficient. FMFB-P is providing short- to medium-term housing finance for habitat improve​ment under this initiative, while AKPBS will offer technical assistance on seismic-resistant construction, sanitation and energy efficiency. For non-structural improvements, AKPBS will provide a range of products and services that include fuel efficient stoves, light and ventilation systems, water warming systems and low-cost insulation. These products will help to reduce acute respiratory infections due to smoke and cold, and ease domestic chores. 
Housing finance, which is expected to reach 27,000 clients over the next three years, will be piloted in Gilgit-Baltistan and Chitral in 2010, and will be launched in other areas in the coming months. FMFB-P has been working with Aga Khan Planning and Building Services (AKPBS) on financing housing repair as part of the Multi-input Earthquake Reconstruction Programme, an AKDN initiative that is helping people rebuild their lives following the deadly Kashmir earthquakes of 2005 (AKAM, 2009).


Implications for HRD and Discussion
Based on the aforementioned findings and literature review, the authors have endeavoured to show how FMFB is following different HRD practices in order to ensure financial, societal and environmental sustainability. Due to the paucity of space and for discussion on some other forum in the future, authors have restricted themselves to discussing some specific HRD practices that address sustainability. 
The experience of AKDN programs, especially that of FMFB, indicates that its business model has a built-in focus on CSR. The above discussed theoretical framework can be applied to other business organizations as well for sustainability through HRD efforts. A draft model in table 1 is proposed as a first step towards looking at CSR and sustainability from an HRD perspective. The draft model proposes four perspectives of looking at HRD for sustainability (see table 2).
Table 1
Draft HRD-CSR Model at FMFB
	Organization’s Domain
Environment	Internal	External
Internal	Internal-InternalStrategic Integration	Internal-ExternalContext
External	External-InternalLearning organization	External-ExternalCSR, NHRD

In this section, the authors discuss the factors that point to the reliability of the model for replication. According to the definition of CSR and sustainability, organizations need to look after economic, societal and environmental aspects of the environment within which organizations exist. FMFB, through the proposed model, has been successfully following these three aspects since its inception in 2001.

Table 2
Four Perspectives of the Draft Model for HRD-CSR
Internal-Internal: Strategic IntegrationThis perspective presents the effect of HRD practice in internal environment of the organization from its internal stimuli. This will materialise as a result of the strategic alignment of the HRD activities with organization’s mission as well as other functions’ objectives; in short through horizontal and vertical integration. 	Internal-External: ContextThis perspective shows the effect of HRD practice in external environment which emanates from internal stimuli. This will result in attuning HRD activities to the demands of the external environment or the context in which an organization operates.
External-Internal: Learning OrganizationThis perspective gives the effect of HRD practice within internal environment resulting from external feedback. This will give rise to the concept of learning organization which constantly interacts with the external environment and evolves based on the learning that takes place after interactions.	External-External: CSR and NHRDThis perspective depicts the action taken through HRD in the external environment based on the stimuli from external environment. This scenario will give rise to CSR for NHRD.

In order to test the replicability of the model, a discussion of the transferability of its unique components may be needed. Starting with the strategic integration and before replicating the HRD model, the authors may point out to the very essential need of the organization to have CSR and sustainability duly enshrined in its vision and mission statement, which indeed is in the case of FMFB. It is from the vision and mission, the senior management needs to pick and devise policies and procedures that would incorporate this thrust towards sustainability or the triple bottom line. It cannot be gainsaid that while devising policies and procedures in strategic integration, the organization needs to attune these in relation with the environmental context of the organization as FMFB has done as described above. As we know that the world of today is world of great change, context also does not remain the same over a period of time and this calls for resilience in the framework of the organization to incorporate such changes in a timely fashion in order to ensure sustainability for the longer run. This calls for constant organization learning leading towards a learning organization as FMFB indeed is as amply elaborated above. Although, this all leads to self-sustainability of the organization; yet, it begs the question about external social and environmental contributions of the organization that can be practised as FMFB is doing through efforts for poverty alleviation, rural development, green environment   and institutional development. Commercial organizations may see CSR as an advertising gimmick or as an initiative by the government of the day; yet, the hybrid model of FMFB suggests that societal or environmental sustainability may not be at the cost of economic sustainability. What is required is a proclivity on the part of the organization to incorporate CSR as one of the basic and most important strategic objectives of the organization.
However, we should also be conscious of the role of spirituality and ethics in devising such objects at strategic level. Highly normative as the strategic objectives of AKAM and FMFB are, we should also be not oblivious of the fact that these are part of AKDN, an entity overseen by a spiritual and religious leader-His Highness Aga Khan IV- who wants to see a better world based on his spiritual vision. How do the corporate leaders in other organizations see themselves as carrying such normative, if not spiritual, aims remains a daunting challenge. However, if they do pursue such an aim and adopt CSR and sustainability as one of their main strategic objectives, then authors are confident that the proposed HRD model for sustainability will give them a tool towards achieving their goals.
Conclusion and Recommendations
An increase in the number of natural disasters and various conflicts has brought the issue of world poverty into forefront. It reflects a growing recognition that sustainable HRD efforts are needed to help people address various issues more by using their own context-based creativity than by relying solely on foreign aid. By educating people learn ways of using resources from within their own environment an organization like FMFB can utilise HRD practices in enhancing CSR and sustainability.
It is also important to mention that a debate surrounding the potential of CSR to contribute positively to development, in general, and HRD, in particular, has been going on for quite some time. Proponents of CSR believe that since businesses are so deeply embedded within their respective communities in which they operate, businesses have greater potential to address their social and environmental problems. On the contrary, opponents of CSR believe that CSR does not have the potential to solve social problems mainly due to two reasons: (a) firms cannot escape the primary goal of making profits, and (b) social provision should be entirely the state’s job (Faraz, 2010).
Given the aforementioned issues, it is suggested that the future critical research agenda on CSR and HRD should focus on the following four areas: a) relationship among business, sustainability and CSR; b) the impact of HRD on CSR initiatives; c) a resilient HRD model for sustainability; and d) the role of CSR in NHRD and the potential of public private partnership in this regard.
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